The 
INTRODUCTION
This paper focuses on organisational information provision at ABB Facilities Management in Sweden, i.e. how information is collected, recorded, and managed as well as utilised and disseminated. The study describes and analyses how one particular Lotus Note system is used to collect, manage, and utilise suggestions on improvements. Thus, the information sharing in question is, in the vocabulary of Hansen et al. (1998) , asynchronously mediated through a system, making it an example of a codification initiative.
Although the issues of knowledge management and computer mediated information sharing have attracted considerable attention (Malone, 1997; Davenport & Prusak, 1998; Davenport, 1997) , the questions of information capturing and data entry have not been focused or problematized to a great extent. Many of the cases described in literature and business press seem to assume a continuous and friction free flow of relevant information, fed into the systems, similar to the example below: (Poulos, 1997, p. 56) This assumption, that "notes are taken" during a telephone conversation, can and should be challenged. Is the information really entered into the system as described abovewithout any difficulties? If so, what unmentioned initiatives and interventions have triggered this "information-providing" behaviour? Was the introduction of a new computerised system (as such) a sufficient intervention to trigger employees to enter data into it -based on a "build it, and they'll come" notion? Or did other activities promote the necessary data entry activities?
The paper starts with a discussion on different systems characteristics and especially systems that are used voluntarily by the employees. Next, follows a discussion on management control systems and how they can be used to focus the attention in an organisation and evaluate performance ex post. The theoretical framework is condensed in a research model that addresses how management control systems influence the employees to spend time sharing information. The model is finally used to analyse ABB Facilities Management's experiences.
MANDATORY AND DISCRETIONARY INFORMATION SYSTEMS
The ideal picture of a successful IS implementation is when the system is installed and the employees start to use it as intended (Avison & Fitzgerald, 1988) . The end-users' explicit operational responsibilities are, however, rarely addressed in the IS literature. Instead, the operation of information systems often focuses on the technical issues of managing, processing, storing and transmitting data in servers and networks (Gode et al., 1990; Banker et al., 1987 ).
An implemented and installed system is often perceived as "mandatory" to use. For example, when a new ERP system is released in the finance department, the accounting employees are expected to enter all economic transactions in it, and when a department store installs a new cash register system, the salespersons must enter information about every purchase in it. The systems are, as described by Davenport (1992) , integrated in the business processes. This alignment constitutes a reciprocal relationship between systems and processes: if system utilisation is integrated into the process responsibilities, information will be entered into the systems. And, consequently, when the system contains relevant business information, it will support the processes and make them more efficient.
If processes and systems are not aligned it may either be perceived as an example of malfunctioning integration or thought of as deliberately unintegrated -situations where systems utilisation is not addressed in the formal business processes. When the systems are not formally integrated in the processes, they are labelled discretionary in this article, similar to "voluntary-use information systems" described by Tillquist (1996) in a survey on what effects congruence between work values and embedded values of the system have on the employee's decision to use it (Tillquist, 1996, p. 107) .
The concept discretionary is used to emphasise the sovereignty of the user, and his or her right to choose whether to use the system (also noted by Tillquist in his phrasing "decision to use the system"). Utilisation in this sense is not pre-defined and compulsory, but instead optional and the result of the individual employee's choice.
Assuring information supply in mandatory and discretionary systems requires different initiatives. Mandatory systems are integrated in the processes and organisational responsibilities 1 and data entry and retrieval are thus articulated in operating procedures.
The difficulty in this setting might be erosion of data quality if the employees don't agree on the necessity to enter the particular data in the system, which is noted by Roy (1999, p. 65 ) in a case study from Skandia. A more conceptual difficulty is that any system directs what information should be stored, which might prevent compilation of other information of interest (cf. Hedberg & Jönsson's, 1978 , discussion on semiconfusing information systems).
The concept of discretionary information systems addresses the growing range of responsibilities of the individual employee, also described by Brown and Dugid (2000, p. 80) in their presentation of Xerox technicians who are expected to both repair copiers and to document observations and "lessons learned" in the corporate knowledge management system Eureka. The increasing diversity of responsibilities does sometimes require the employee to choose between different duties, where either -not both -of the alternatives must be chosen. Malone and Crowstone (1993) have discussed this in a theoretical framework on co-ordination, where they describe four different coordination situations: co-ordinating access to shared resources, co-ordinating producer/consumer relations, co-ordinating concurrent utilisation and, finally, coordinating decomposition. Co-ordinating utilisation of shared (and finite) resources is based on the assumption that utilisation causes consumption, i.e. utilisation of a finite resource is mutually exclusive. Working hour is an example of a finite resource: if an employee spends one hour on customer interaction, that same hour can not be spent on data entry.
The most important participant in organisational information sharing is the end-user in that that individual is the one making the observations. Literature suggests different reasons why end-users might not use the systems as intended. Jiang et al. (2000) , for example, suggest three reasons, all of which are based on the notion of an active choice not to use the systems: (1) people oriented, (2) systems oriented and 3) interaction theories (context oriented). The people oriented models suggest that individuals hesitate to use technology because of a lack of personal knowledge: they don't know how to operate and interact with the system (e.g., how to navigate through menus and commands). The second cluster addresses the system as such, dealing with user interfaces, metaphors and how the interaction logic is designed. The third area focuses on the contextual issues embedded in the system, such as the political aspects of the system, the risk of losing power when sharing knowledge, et cetera.
All these suggestions explain resistance as an "active" choice. The discussion on coordination above, however, suggests a fourth and complementary explanation, one based on the idea that resistance does not have to be active. As mentioned, an employee often has to choose between different alternative activities. When choosing to engage in one activity, the employee will not be able to engage in another activity simultaneously. Thus, viewed from a discretionary systems perspective, lack of usage (no employees contribute information to the system) does not have to be interpreted as rigid or resistant employees (unwilling to change) or bad systems design. Lack of usage might be an effect of extensive participation in other activities, such as spending time on face-toface customer conversation.
MANAGEMENT CONTROL AS A CORPORATE NAVIGATOR
Management control has been defined by Anthony et al. (1992, p. 10) as "the process by which managers influence other members of the organisation to implement the organisation's strategies". Although this paper focuses on knowledge management strategies, not business strategies per se 2 , the concept of "influence" is used to focus on how organisations can stimulate their employees to share information through corporate databases. Simons (1995) broadens the concept of management control to explicitly address various initiatives used in an organisation to make the direction of the company explicit, as well as to examine the results ex post -whether the intentions have been realised or not, similar to Mintzberg's (1994) elaboration on intended, unrealised, deliberate, emerging and realised strategies. Simons presents four levers of control, the first of which is the "beliefs system" which focuses on the inner ideology of the company, its values and attitudes. The "boundary system" on the other hand, clarifies what areas the organisation should not operate in. The latter is similar to Porter's (1998) discussion on strategy as management of trade-offs.
Beliefs and boundary systems suggest the intention -where the organisation is heading (and not heading). The control systems look back, evaluating past performance. The "diagnostic control system" contains basic key performance indicators, addressing the day-to-day performance. The "interactive control system" on the other hand, is used to stimulate discussion and second loop learning, addressing certain key issues that are imperative to the organisation.
A more narrow framework is proposed by Goold and Quinn (1990, p. 43-44) This definition suggests four generic components in a management control system: (1) agreement of objectives, (2) performance monitoring and evaluation, (3) feedback mechanisms and (4) analysis and action plans.
Agreement of objectives.
Starting with the first component, the focus in this study is not business goals as such, but rather information sharing goals. Gäre (1999) has elaborated on the implementation process in a licentiate thesis based on a case study. The author emphasises the necessity to make the reasons "why" the system is introduced explicit and shared among the employees. It is not enough just to make the system available; the introduction must also be embedded in social processes addressing why and howallowing the employees to experiment and challenge the underpinning assumptions, discussing pros and cons.
The objectives of a business are often described further and in more detail in the business plans, and might contain target values in important dimensions, such as revenue, cost, number of customers, market share, et cetera. They are also made explicit in process descriptions, which relates to Malone and Crowstone's discussion on the coordinating mechanism "decomposition," where broad goals and processes are further specified into more precise components and activities. Klein and Shad (1997, p. (Davenport, 1997, p. 135) ; rather, it is created when the users start to enter and retrieve data from the system. The users are thus necessary co-producers in the operation of information systems, not just passive consumers receiving value from IT (Westin, 1998) .
Performance monitoring and evaluation. Goold and Quinn's definition of management control also suggests a need for monitoring in order to assess "… whether a business unit is performing satisfactorily...." However, assessment must not only be considered a senior management activity, as proposed in the definition, but rather an issue pertinent to all employees in the organisation (cf. Simons' discussion on interactive control systems above). The concept of assessment does relate to the idea of having distributed and articulated responsibilities. Following from the characteristics of the responsibility, different evaluation and control types crystallise. Ouchi (1979) , for example, suggests that task characteristics should determine what control strategy is most suitable: controlling behaviour or results.
Feedback. Simons (1995) , as well as Olve et al. (1999) , addresses the importance of a continuous internal dialogue to analyse and understand past performance. This dialogue should be based on feedback information and concentrate on the strategic intention of the organisation; hence, a feedback format should be used that encourages such discussions. Feedback does not have to be presented in financial, or even numerical, terms. It should suit the "language" of the organisation. Some organisations even use broad top-level performance indicators, including such icons as ?, ? and ? (Frid & Rindfors, 1998 ). These icons are not possible to aggregate but they communicate the performance broadly. The essence of the metric is to describe an observation in a compact fashion, to be able to look beyond the specifics (Olve & Westin, 1996) . To a skier, for example, the colour-coding of a slope is a metric, a compact description of the slope's structure, elevation, location, et cetera, in the skiing system. Olve et al. (p. 126 ) also elaborate on the characteristics and utilisation of metrics in organisations, ranging from just using pure neutral descriptions (FYI -F or Your Information) to more normative metrics that contain expectations (goals) or even serve as reward mechanisms (e.g., a bonus to the individual for every record she adds in the customer database).
Analysis and action plans. However, the core issue in management control is not measuring performance, but to analyse the result and take necessary action. Formulating goals, tracking performance and identifying deviations will not make any difference unless action is taken based on the information. The visibility issue, showing that action is taken, is addressed by Eisenhardt (1985) in a motivation study, where employees in 95 specialty stores were asked questions on task characteristics, measurements (behaviour and outcome) and uncertainty. Eisenhardt found that feedback on action, discussion and evaluation were important aspects in understanding what motivated people. Taking action is also explicitly addressed in Kaplan and Norton's (1996) article on how to use the balanced scorecard, as their concluding step in the model is not the metrics or indicators, but the action plan.
RESEARCH MODEL
The focus in this article is why employees in ABB Facilities Management enter data (manually) into a discretionary system. The system is discretionary in the sense that no employee in the organisation is actually dependent on the information in it; nor is anyone "forced" by job descriptions or explicit process responsibilities to enter data into it.
The object of analysis is thus the individual employee and his or her decision to enter information into the system. The operational decision is analysed from a managementcontrol perspective in order to understand how management at ABB FM has used explicit objectives, performance measurement, feedback mechanisms and visible actions to influence the employees' behaviour. By focusing on management intervention, it is possible to analyse and describe to what extent such initiatives focus employees' attention on information contribution. Any chosen framework will suffer from numerous limitations. The belief is, however, that the chosen framework will illuminate certain aspects of organisational information provision that are of interest in this study. The chosen focal point will thus deliberately omit other important aspects needed to fully understand information sharing in organisations.
The underlying idea of computer mediated information sharing is, for example, not problematised in this paper. The study is limited to the understanding of codification strategies rather than personalisation strategies, according to the distinction made by Hansen et al. (1998) . Similarly, management control as such is viewed as a real and important mechanism to monitor and control the behaviour of the firm. This assumption can of course also be challenged.
The concept of management control is often used to describe organisational behaviour and not primarily individual behaviour. It is therefore important to address whether it is possible to draw from concepts developed for one purpose to illuminate other classes of issues. My belief is that the concepts described by Goold and Quinn can be used to further our understanding of management control system's influence over individual behaviour. Yet, I am also aware that this perspective is biased towards a rationalistic and intentional view of the organisation. Many studies challenge this rationalistic perspective, addressing why and how people really behave and interact in organisations -which is shown in a broad literature review by Hopper and Powell (1985) .
Even though there are numerous limitations to this study, the benefits of the theoretical framework and the following empirical p resentation are believed to outweigh its shortcomings. Especially since some of the limitations have been explicitly addressed, and hence might serve as natural follow-up studies of the one presented here.
Data compilation
ABB Facilities Management was chosen because their utilisation of information technology and focus on quality assurance has gained a great deal of public interest lately. Several business articles describe their experiences of quality improvements and IT utilisation.
The Notes system was developed to manage incoming improvement suggestions from employees effectively. The application provides input forms where employees can describe a current problem, as well as suggesting how the problem can be handled.
At a meeting in March 2000, the CEO accepted the research proposition and offered access to internal documents, the Notes system as well as employees. Fifteen persons were interviewed, out of which 11 were employees in the operation. The four remaining respondents were the CEO (two meetings), the CFO, the CTO and the system's internal project manager. The project leader selected the interviewees with some help from an external consultant who had been working in the project previously. The interviewees were selected to secure a diversity of respondents (from different departments, newly recruited as well as long-timers, having different attitudes towards the system, et cetera).
An introduction e-mail was sent to each respondent before the interview. The memo described the background and the purpose of the project, as well as the intended structure of the interview. Each interview started with a short description of the project and the researcher's background, and lasted, on average 60 minutes (range 35-120 minutes). All interviews with operational users were recorded on audiotape and transcribed in an Excel sheet, with one sentence in each row. Every sentence was then classified in the columns, according to the components in the research framework.
The final case text is presented in a "two level" chronological order. First, the background of the project is described, focusing on objectives, context and actors. This description is important as a contextual framing of the object of analysis. The latter part of the case description focuses on the users' activities: how they interact with the discretionary system, why they use it or why they don't. It also describes the organisational interventions that have been made to influence the employees to document their suggestions, opinions and recommendations. The chronology on this level is along the work flow; from the moment when an idea occurs in the mind of an individual employee, via the documentation of it, through the analysis process and finally reaching the moment when action has been taken and the effects of it have been evaluated.
THE CASE OF INFORMATION SHARING AT ABB FACILITIES MANAGEMENT (ABB FM)
ABB Facilities Management (ABB FM) is a fully owned subsidiary of ABB Sweden. It has emerged as one of the world's most advanced facility management suppliers, serving internal ABB companies as well as external clients. ABB FM used to own and operate the majority of ABB's buildings, but during the last decade the strategy was changed and most of the buildings sold. ABB FM offers a portfolio of facilities management services, ranging from simple housekeeping services to advanced operation of automated buildings and full in-house services such as security, catering and lobby.
Project background
In the mid 1990s an international benchmarking study was performed among European facilities management companies. After investigating the global market, the research team anonymously appointed ABB FM as the world-class best practice user of information technology. The research effort focused on " electronic exchange of information and integration of data in support of comprehensive facilities management". ABB Facilities Management was appointed world-class, best practice users of IT for many reasons. The benchmarking study especially highlighted the connection between business strategy and IT strategy. According to many internal respondents, the CEO has showed much interest in the internal utilisation of information technology. The shift from owning buildings to serving them also added to the perception of the business as managing and processing information. As described by the current IT manager: "Our business is to process information: we monitor and control the climate in the buildings we operate; we manage the tenants' financial transactions; we deliver security services and store information about emergencies and incidents. Our business is information processing."
Understanding the development in ABB FM requires a look back in time. A dramatic step was taken in ABB FM more than 10 years ago when a new management team, and especially a new CEO, was appointed. To the new manager IT was an important tool in the development of the business. This is explicitly described in the benchmarking study: " Another important reason for change was ABB's corporate focus on process orientation and shortening of lead-times. In ABB FM this was translated into a broad project where internal processes were investigated, described and redesigned to increase process efficiency. In order to secure the integrity of the processes the organisation was also certified according to the international standards of quality (ISO 9000), environment (ISO14000-1) and information security (SS 627799/BS 7799). The latter certificate was important in order to show ABB FM's intention to manage the clients' information professionally:
"Facilities Management is to a great extent management of clients' information. That is why it is important for us to show that we are a company to trust. […]
The certificate is important when co-operating with our clients, but also to develop and market our own company."
(CEO in a press release, presenting the SS 627799/BS 7799 certificate)
All employees in the organisation participated in the process-mapping project, which resulted in a need for an information sharing system. The need was especially pertinent in the latter stages of the project when the processes had been mapped and described explicitly. Gradually, when the process descriptions were compared with actual performance and procedures, gaps were discovered. The information sharing system was developed in the Lotus Notes environment and enabled employees to document process/procedure deviations and submit these automatically to the appropriate process owner. The discoveries could either render changes in the process descriptions (in order to secure a more valid description of the actual operation) or changes in working procedures to comply with the intended processes.
"The system was developed as an activity in our T50 project. Later, we used it in the ISO 14000-1 project as well because that project was really messy. We discovered that we needed a structure to handle all incoming suggestions."
Management involvement
An important managerial decision was to formalise the processes to the degree that they were certified and audited according to different international standards. The processes were thereby not only used as internal descriptions, but also as more normative prescriptions for action. The certificates imply continuous internal monitoring of existing procedures and yearly external audits. The auditing procedures thus institutionalized a regular evaluation of performance, focusing on behaviour rather than outcome.
The choice to go through the formal certification process and continue to perform external as well as internal auditing sessions is described as one reason why the interest in the business processes is kept alive, even though the initial mapping project was ended a long time ago.
"Since we are certified according to various international standards, we perform recurring audits of procedures and systems. This system is used to manage all audit comments generated in these investigations."
The normative processes as well as the concept of continuous improvements and the purpose of the Notes-based system are described in the "operation manual" (Verksamhetshandbok). The purpose of continuous improvements at ABB FM is defined in the operation manual: "To engage everybody in the company in the effort to continuously improve in order to improve the business" (Operations Manual, 5.1, p. 1).
Similar to the regular business planning process, management has expressed its expectations on the organisation concerning documentation of suggestions for improvement. These goals are set in various dimensions, including number of incoming suggestions, share of employees who have contributed, number of suggestions leading to action and achieved cost reduction (Operations Manual, 5.1, pp. 6-7). Management has defined the performance indicators, but the system owner is expected to monitor the utilisation and present information about performance at each management team meeting. 
"All our strategic goals are monitored quarterly or every six months, and continuous improvement is one such strategic goal. Just like our energy consumption and a bunch of other goals..."

Distributed responsibility to document suggestions
Everybody carries an idea! This assumption underpins the design of the information sharing process and the enabling Lotus Notes system. The challenge is thus not to generate the ideas, but to influence the employees to share their ideas with others. The idea of continuous improvements is described in the internal operation manual, showing that an idea can come from anywhere and that it is important to respect all ideas wherever they might come from.
When the Lotus Notes database was introduced, a small financial reward was offered as a component in the bonus package if all employees contributed at least one suggestion to the system during that year. This reward, however, was not primarily focused on the actual contribution, but rather to persuade the employees to get to know the system as such. After the first year, when the company had succeeded in promoting systems utilisation, the financial reward was removed. This choice was conscious and has caused some discussion in the organisation. Management argues that improvement of the operation is the responsibility of all employees and hence should not be compensated separately. Nonetheless, some employees have argued that there must be an incentive to share ideas on improvements, especially since that is often the case in other manufacturing companies.
Still, ABB FM has deliberately chosen not to offer such rewards. One reason was described above (i.e., that the company strives to make suggestions for improvement a natural part of the job). A second reason is the difficulty to actually reward the right ideas and the right persons. The process focuses on all ideas, not just the ones creating immediate and financial returns. Rewards based on the outcomes from suggestions are felt to be counterproductive, as employees would not document minor or trivial suggestions since they are not yielding substantial returns. If absolute number of ideas were rewarded, numerous ungrounded ideas would be recorded and require attention, without any connection to the business. Instead, the company wants to maximise the number of business related suggestions, small as well as big, in order to continuously improve the operation. The reason for contributing is said to be the perception that suggestions are taken seriously and action is taken within a reasonable time. For example, when the Melissa virus traversed the Internet in the spring of 2000, the IT department sent out a warning mail to all employees on what kind of e-mails they should not open. One user found the mail important but somewhat complicated, so he thought it could be a good idea to receive that same information in a shorter and more informative layout -as a sticker that could be put on the computer screen. The user launched the Notes system and wrote that he found the message important but that it would probably yield better effects if it were presented as a sticker rather than in an e-mail. He says that the reason for documenting this opinion was (1) that he knew that the organisation appreciates when employees contribute with suggestions, (2) there is an explicit process describing the conceptual work flow -how the suggestion is treated, (3) there is a supporting information system enabling him to submit the suggestion easily and, finally, most importantly (4) he expects that the suggestion will be turned into action and yield the intended results.
"You know that your suggestion is taken care of. It is always someone who is responsible for it and it will be processed within certain time limits. Someone is reading the suggestion and makes an active decision. If you write the suggestion on a paper note and put it in a suggestion letterbox, you never know what happens to it. If you document the suggestion in the system it will be visible and you know that someone is looking at it."
Another important source of suggestions is the internal auditing procedures, following from the three certificates. Once a year the company is audited by an external auditing firm regarding quality, environment and information security. In the interval between the external audits, a group of in-house auditors perform internal process investigations. The Notes system has been defined as the communication platform in the auditing directives, so every deviation found during an internal audit is documented in the system. The difference between suggestions generated during an audit and other suggestions is that the system is integrated (mandatory) in managing detected deviations but discretionary when contributing with "general" suggestions for improvements.
Centralised work flow dispatching
Separation of originator and executor is essential in the model. When an employee has come up with an idea and documented that idea as a suggestion, someone else is responsible for investigating the benefits of it. A decision is then made by the investigator and if the suggestion is approved a project is formed to carry out the suggestion. By separating the roles, ABB FM is trying to avoid the pitfall that often results when the person with the idea is also the one that has to execute it.
"The reason why I document suggestions in the system is that I know that they will be taken care of. An idea that has been documented in the system is forwarded to the "system owner," the dispatcher in the model. This person has been with ABB FM for a long time, so he is familiar with the organisation and who-is-who. The dispatcher goes through the suggestion, which contains a description of the problem and sometimes also an explicit idea on what could be done to handle it, and then passes it on to an appropriate investigator.
All suggestions in the system are perceived as active until they have been marked as finished (executed or denied). This structure has been chosen to prevent ideas from "falling between chairs." Someone is always responsible for the suggestion: first the originator, then the dispatcher, then the investigator, and so on. If a suggestion is going to be removed from the system, someone must actively turn it down. It cannot just be forgotten because the system will continue to alert the one in charge of it until it has either been passed on to someone else (a management team for decision or another colleague for further investigation) or rejected.
"The central dispatcher routes the problem to someone that is able to make a decision. The problem can therefore not disappear without anyone taking an active decision, and this active decision can for example be a rejection. But it is always explicit who did what, which means that it is not possible to turn down a suggestion without really investigating whether it is a good suggestion. It is a little bit like big brother is watching you."
The existence of the dispatcher and of explicitly defined processing goals (go/no go decisions within 14 days) of course raises the expectation among the employees. When the suggestion model was based on a letterbox in the cafeteria, the expectations were much lower. But implementing an advanced computerised information system as well as promising a certain investigation time -and even explicitly showing the user the route of the suggestion and who is responsible for it at every moment -has raised the expectations. The employees are now more informed about the intentions of the continuous improvement process and the role of the supporting information system.
Decentralised processing of incoming suggestions
The dispatcher receives every suggestion and passes it on to an appropriate internal decision-maker. This can be anyone in the organisation with deeper knowledge within a certain domain. The investigator has four options after considering the suggestion: (1) approving the suggestion and take the necessary action, (2) sending the suggestion to the management team with a recommendation to approve it, (3) rejecting the suggestion and give a short description why it is turned down and (4) to pass it on to someone else for further investigation.
The system offers the investigator to comment on the suggestion and explain why a certain decision is made; if it is rejected and why, or if it is passed on to another investigator. These comments are publicly available, so any employee can see the thread of communication at any time. It also allows contribution from other employees than those who are directly participating in the issue. One of the respondents had recently come across a suggestion in the system that she had not been engaged in. But because she had knowledge on the topic and an opinion, she wrote a short comment supporting the originator's view.
"I browsed through the system and saw a suggestion which I commented. […] It was a topic close to my profession, so I just wrote my opinion and questioned some things."
The process of appointing investigators is not described in the operation manual or the process documents, other than in the sequential steps in the workflow of originators, dispatcher and investigators. Consequently, no formal guidelines have been presented describing what the investigation should cover. Two factors influence the investigation responsibility.
First, the investigator cannot control the flow of issues received for investigation. The suggestion arrives when someone in the organisation records it -not when the investigator has some spare time to engage in it. This creates a situation where investigation tasks are added to the normal workload creating an additional duty that struggles for the investigator's attention.
"When you are working 110% and someone comes and says that you have two new suggestions to investigate, it is not so funny. If you browse through the system, you will see that some suggestions are not managed properly.[…] What has happened is that the estimated completion date is moved forward."
Second, there are no explicit guidelines on how to treat the suggestion. How much time should be spent on analysing it? How shall the recommendation be formulated? Is it important to frame a rejection in positive and encouraging sentences, or is it enough just to list the reasons against?
While there is a focus on number of generated suggestions, and even an associated metric, less attention has been directed towards the investigation procedure. Because it is usually performed by a smaller group of employees, it has not received as much internal attention as the idea generation responsibility. Hence, the responsibility is regarded as arbitrarily distributed throughout the organisation, and consequently not very prioritised, which might jeopardise the system.
"Feedback to the originator is essential. If you document a suggestion, you want to know how it is handled. Why should I otherwise send in suggestions if nothing happens? If the employees are kept informed, they feel included."
Regular evaluation and auditing procedures
As one respondent notes, when the CEO presents the number of suggestions received during the previous three months, it shows the importance of documentation. The fact that these issues are mentioned and discussed during the quarterly meetings demonstrates the organisational interest in them. A vague and general attention would, however, not be enough according to the employee. The time series communicate both the importance and the evolution over time, showing in figures the actual flow of suggestions.
"It is also important to know how many suggestions have been received. It is described in diagrams: this is the number of received suggestions; this is the number of processed suggestions; and this amount has been accepted and this rejected."
To create a feedback loop in which the originator always is informed about all actions taken regarding his or her suggestion, an e-mail is sent every time an event occurs (e.g., when a decision is made, if the suggestion is passed on to another investigator, or if it is rejected). This feedback mechanism creates a sense of control, where the "parent" of an idea is always aware of what is happening to it.
The system addresses the fact that the only person that is able to judge whether an idea has generated the anticipated results or not is the originator. Hence, the originator receives an e-mail when his or her suggestion is executed, asking him or her to mark his or her opinion whether the execution has satisfied the initial intention or not. The formalised feedback mechanism creates a bi-directional information flow; the originator is informed on the result of his or her suggestion and is invited to comment on it, and the executor is given feedback on his or her performance. Channelling these feedback interactions through the computerised system also leaves a digital trail, enabling the organisation to describe the outcome of the continuous improvement process on an aggregate level, measuring not only the behaviour but also the result, as illustrated in the performance indicator "share of suggestions creating expected results." The auditing process is divided into an internal and an external responsibility. The internal review is carried out by ABB FM employees who are appointed internal auditors. Their task is to analyse and confirm whether operation follows existing processes or not. When a deviation is observed, it is documented in the system and the process owner is notified. The deviation report either results in a change of the behaviour to comply with the defined process or in a change of the process description to represent the real procedures. The external auditors review the organisation once a year and focus on the processes and the deviation reports in the system. Before the auditors arrive in the organisation, the dispatcher goes through the backlog to stress execution of all issues in progress. 
ANALYSIS
Agreement of objectives
Information is perceived as an important resource within ABB Facilities Management in much the same way as it is described by Davenport (1997) , both focusing on the conceptual level of strategy and the more technical and procedural levels of architecture, management processes and behaviour. The CEO, as well as the IT manager, comments on the business focus on digitally stored data, be it customer information, financial information, information about energy consumption or suggestions on improvements. This focus is also confirmed by the employees who are able to explain why it is important to share information through the system.
The agreement of objectives, however, was not only handled on the broad conceptual level. It was also boiled down to a very practical and detailed level, where the routing of a single suggestion is described. These descriptions were mainly used "externally" to inform all employees how the processing of any suggestion will take place -not just as internal guiding principles directing the behaviour of the employees operating the system. All employees are familiar with this intended workflow -the responsibilities, the "rhythm" and the rules according to Klein and Shad (1997) -and this was suggested as one reason why they bothered to record suggestions in the system at all. They have faith in the process and the system such that it will guard an idea so that it will not fall between chairs.
An important managerial choice has been to state that all employees have a responsibility to generate, document and sometimes even investigate suggestions. An alternative decision could have been to form task forces with certain responsibilities, investigating specific issues and thereafter report the findings. This structure of distributed responsibility relates to Normann and Ramirez' (1993) discussion on value constellations and the consumer as a co-producer of value. The employees are not perceived as passive "receivers" of suggestions and changes in the organisation, but inventors and designers of the organisation as such.
The responsibility to participate in the creation and redesign of the organisationthrough the sharing of ideas for improvements -has been communicated and accepted by the employees. Still, it is difficult to estimate and plan the effects of incoming suggestions and hence "number of incoming suggestions" has been used as proxy variable. This is an example of Ouchi's (1979) discussion on controlling behaviour rather than outcome.
Performance monitoring and evaluation
The articulation of objectives is also taken to a very detailed level -from the more conceptual internal discussion on the business value of information to the very explicit use of metrics and predefined levels of expectation. Metrics is defined internally; for example, "expected number of suggestions per employee" and "average processing time" and goals are set for each of them. Every employee should, for example, record at least one suggestion per year, and the average processing time from the moment when a suggestion is received to when a go/no go decision is made should not exceed 14 days. Olve et al. (1999) elaborated on different ways to utilise metrics, where ABB FM has chosen the more aggressive path: not only describing performance (FYI) in a set of dimensions, but also normatively defining goals for them.
Management has delegated the responsibility of the suggestion process in the organisation; this has been done to challenge the assumption that "senior management has to show interest in a venture". Monitoring the process remotely, and only receiving indications of performance in a compact format, constitutes involvement on a regular, but not operational basis. The system generates a report that presents the performance on an aggregate level and the information is used during the quarterly meetings, similar to the reporting on financial transactions in the company. Senior managers are not involved in every financial transaction, but they show interest in the aggregate outcome. Performance indicators regarding the improvement processes have been used in a similar way, enabling top management to show interest in the issue without having to focus on it in detail, on a day-to-day basis, using metrics as compact descriptions as suggested by Olve and Westin (1996) .
However, many respondents have noted that it is not the actual performance indicators as such that influence them to spend time on documentation, but the assumption that the monitoring and goal setting will contribute to the actual processing of the incoming suggestions. By presenting what has happened with the suggestion, embedded in indicators such as "execution ratio," they find it worthwhile documenting in that someone is actually going to pay attention to the suggestion, which corresponds to Eisenhardt's (1985) findings on visibility and attention. The metrics and the numerical goals operationalise the intended processes and make them visible, as well as indicate when the procedures are malfunctioning.
Feedback mechanisms
By showing the number of received and handled suggestions at the quarterly company meetings, management provides a feedback that reaches even employees that have not been involved in the documentation or investigation of recent suggestions. This stresses the responsibility to share ideas through the systems and constitutes what Simons (1995) calls interactive control systems because they stimulate a discussion on a general topic of interest by presenting a limited set of metrics as a proxy for the full domain.
Both Anthony et al. (1992) and Goold and Quinn's (1990) definitions of management control focus on management's use of performance information. At ABB FM the traditional relationship between supervisor and supervised has been extended to encompass similar relationships horizontally. In this setting the originator is the owner of the suggestion and by documenting it in the system the responsibility to evaluate and execute it is handed over to another colleague. The responsibility is transferred to an agent and the originator is continuously informed on the action that is taken by the investigator. The originator is thus allowed to monitor and comment on the progress. The originator is also involved in the evaluation process, giving feedback to the investigator and the executor whether they have succeeded. Instead of just measuring productivity 4 (i.e. the ratio between input and output) feedback on efficiency -degree of goal fulfilment -is added to the set of performance indicators. The feedback instrument thus captures whether the right things have been done rather than just if the things have been done right.
The system also offers an environment for organisational learning in the sense that employees can browse through all suggestions entered into the system and see all actions that have been taken regarding any single suggestion. Although it is not a frequent activity, some employees have given their opinion on a suggestion in the system, without being the appointed investigator.
Analysis and action plans
Analysis and action take place on two different levels in the ABB FM case. The lower level focuses on the specific suggestion. The process and the system are designed to explain how each suggestion shall be handled; the dispatcher receives and analyses it, passes it on to someone with the necessary knowledge to judge whether to execute it, sometimes submits it for further investigation and execution, or rejects it.
The next level of analysis and action focuses on the operation of the continuous improvement process. This could involve examining the number of incoming suggestions, analysing whether enough suggestions have been received and if they are investigated within the predefined time frame. If not, action must be taken by someone to promote the utilisation of the system -encouraging employees to share their ideas with others and stress investigators to complete their assignments, connecting to the core idea of management control advocated by Goold and Quinn (1990) .
Although the responsibilities are clear regarding the distributed task of recording suggestions, the procedures do not always operate smoothly. The idea of continuously improving the business is not at the core of every employee's daily operation. More pressing duties call for attention and action, sometimes at the expense of sharing information on how the business could be improved. The external intervention, resulting from the process audits, promotes activity in the organisation in compliance with the intentions and the processes. The audits thus serve as an external agent, reminding the decision-makers in the organisation to act as intended, compiling, analysing and executing internally generated suggestions.
CONCLUSIONS
The raison d'être for the information provision in focus at ABB has been explicitly addressed. Although data entry does not consume much absolute time, the responsibility might easily be ignored if there are other competing responsibilities that are at the core of the employee's daily operation.
The performance indicators as such do not motivate the employees to spend time on manual data entry, but they contribute to communicate how important these issues are and signal when the suggestion procedure does not operate as intended. The most important reason for entering data into the Lotus Notes database is the belief that action will be taken and it will make a difference.
Management involvement is not required on a day-to-day basis in realising the codification strategy. It seems more relevant to compare the information sharing with other operational activities in which top management does not take part. Through the creation of an explicit process, performance indicators and defined goals, the management team in ABB FM has been able to hand over the responsibility to the organisation itself. Management's attention was thus important when the idea of continuous improvements and the supporting system was initially introduced, but is now limited to the quarterly performance presentation and evaluation.
The utilisation of an external agent -the auditor -who reminds the employees in the organisation to share suggestions for improvement, does in fact influence behaviour. Browsing through the system indicates that issues are sometimes not processed according to intentions, but as the audit approaches the intensity in the system increases.
An information system without information cannot serve its intended purpose. Accordingly, data entry is a crucial responsibility in any information-sharing organisation. In this paper the experiences from ABB Facilities Management have been described, indicating that organisational and managerial interventions can be used to stimulate asynchronous communication between individuals. In addition to the suggestions in resistance theory, where users are assumed to actively choose not to use the system, this paper suggests that the users do not actively choose not to document, but sometimes rather choose to do something else which might result in low systems utilisation. The organisation must therefore manifest how important the information sharing is and influence the employees to prioritise such asynchronous information sharing activities.
